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ABSTRACT
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TITLE: The Okinawa Campaign: A Case Study
FORMAT: Individual Study Project

DATE: S5 April 1991 PAGES: 107 CLASSIFICATION: Unclassified

On 1 April 1945, U.S. ground forces stormed ashore on the
Japanese held island of Okinawa. This amphibious assault and the
campaign that followed marked not only the largest campaign
conducted in the Pacific conducted during World War II, but also
the culmination of the lessons learned during over three years of
amphibious warfare. As the final joint campaign of the war, it
incorporated the principles and techniques which had proven
successful during previous coperations. Despite interservice
differences and continued friction concerning the best means to
pursue war aims, the American commanders were veterans. They
understood how to synchronize the operations of joint and
combined forces to achieve the greatest effect, focused toward a
single objective - seizure ,0f the island of Okinawa. This case
study will examine how joint service coordination and cooperation
were exercised among the U.S. ground, air, and sea forces which
participated in the campaign. Conversely, an occasional
comparison with Japanese deficiencies in joint operations will be
drawn. With U.S. military forces being increasingly oriented
toward contingency missions, the lessons of this campaignr are
increasingly relevant.
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INTRODUCTION

When U.S. forces stormed ashore on Qkinawa, it marked the
culmination of over three years of joint amphibious warfare in
the Pacific. The American commanders and their units were
veterans of previous operations throughout the Central and
Southwest Pacific theaters of operations. Without exception,
they had seen examples of lack of interservice unity of effort
and the resulting poor synchronization of forces cost ships,
aircraft, and lives. They had learned many lessons the hard way
and were anxious not to repeat mistakes. From the beginning of
the campaign, there was an emphasis on unity of effort among the
services, clear lines of ¢émmand and assignment of
responsibilities, and a focus on a single set of objectives
understood by #11.

This case study will examine the means by which American
forces achieved the high degree of synchronization of joint and
combined operations seen throughout the campaign. The degree of
interservice cooperation and coordination was without equal
during World War II, and would be difficult to replicate today,
even with current advanced communications and unified commands.

Joint service cooperation was absolutely essential during
the campaign. The Japanese defenders realized that Okinawa was
the last stop before an invasion of their homeland, and proved to
be skilled, fanatic fighters. Their commander had a number of
unwelcome surprises for the American soldiers and marines on the

ground, and the Imperial Staff in Tokyo unleashed the full force




of the Kamikaze on the combined American and British fleet. Yet
despite the dedication and skill of the Japanese soldiers,
sailors, and airmen, their senior commanders were unable to
synchronize the Imperial land, sea, and air campaigns, and in the
end this was to prove a decisive failing. The Americans were
able to meet every challenge by massing overwhelming combat power
in the form of joint resources at the critical point and time,
while the Japanese response was normally committed in a
uniservice, piecemeal manner.

The campaign was to take over three months and thousands of
American casualties, but the conclusion was never in doubt. When

Okinawa was secured, the doorway to the Japanese Home Islands was

open.




CHAPTER 1

STRATEGIC FLEXIBILITY

Strategic Setting for the Okinawa Campaign

The Japanese Empire reached its zenith in early 1942. On 7
December 1941, the Imperial Navy attacked the U.S. Pacific Fleet
at Pearl Harbor, destroying or heavily damaging every battleship
there as well as a large qumber of smaller ships. Luckily, the
fleet's aircraft carriers were out on maneuvers that day.
Japanese forces pressed the attack and rapidly seized the
Philippines, Borneo, Thailand, Malaya, Indonesia, Burma, and many
islands in the southern and central Pacific. They occupied most
of New Guinea and threatened Australia.

Despite initial setbacks, the United States was quick to
counterattack. The Battle of the Coral Sea, fought 5-7 May 1942,
was a draw, with each side losing an aircraft carrier, but when
the two fleets met again on 4-6 June near Midway Island, Japanese
naval dominance in the Pacific was largely destroyed along with
four aircraft carriers and the equivalent of an entire year's
graduating classes of trained naval pilots.l 1In contrast, the
U.S. Fleet lost only one aircraft carrier and a relatively small
percentage of combat pilots.

The ultimate strategic objective of U.S. operations in the




Pacific was, "the industrial heart of Japan, along with the
southern shores of Honshu between the Tokyo plain and
Shimonoseki";2 the invasion of Japan and capture of its

capital, generally considered the Japanese strategic center of
gravity. American strategic planners intended to reach this
objective through a series of island campaigns in the central and
southwest Pacific, combined with subjecting the Japanese Home
1slands to an unrestricted submarine blockade and, when possible,
unrelenting air bombardment.

During the SEXTANT Conference in Cairo in 1943, the Allies
decided the campaign in the Pacific should be conducted using a
coordinated, two-prong drive. One drive would be through the
island chains in the central Pacific, while the other would use
the large islands of the southwest Pacific. The objective of
both was to desﬁroy Japanese forces and gain bases from which to
attack Formosa, Luzon, and the Chinese coast in the spring of
1945.3

To execute the strategqgy, the Pacific was divided into two
theaters - the Central Pacific Theater commanded by Admiral
Chester Nimitz and tpe Southwest Pacific Theater commanded by
General Douglas MacArthur. Ground combat actions commenced with
an amphibious assault on the island of Guadalcanal and
MacArthur's New Guinea Campaign across the north coast of that
island. From there, forces assigned to the Central Pacific
Theater aggressively seized (bypassing many more) key islands in
the Gilbert, Marshall, Admiralty, and Marianas island chains,

destroying many Japanese forces while bypassing and cutting off




many more who ended the war without ever fighting. General
MacArthur's forces worked their way up the New Guinea coast and,
on 20 October 1944, returned a U.S. military presence to the
Philippines when they assaulted the island of Leyte. This
invasion, so near the Japanese Home Islands, caused the Japanese
Imperial Fleet to again confront tnhe Americans. The result,
although a near disaster, resulted in a decisive victory for the

United States.

Operation CAUSEWAY

It was time to seize a base of operations astride Japan's vital
southern sea lines of communications. Formosa or Luzon were the
natural choices, with the Navy preferring the former and General
MacArthur advocating the latter. So long as each had a separate
theater, Nimitz and MacArthur had coordinated and cooperated
well, but now that it looked as if the next step to Japan would
be performed by a single theater commander. A bitter
interservice. clash began to brew.4

Movement across the Pacific in both theaters had progressed
beyond the best expectations of the Joint Chiefs of Staff. In
response, in March 1944 they published the plan for Operation
CAUSEWAY. This operation envisioned Admiral Nimitz conducting
the main attack - an assault on Formosa. General MacArthur would

capture Luzon to support the main attack if necessary. Naval




forces under Admiral Nimitz would support both amphibious
assaults.5

On 23 August 1944, Admiral Nimitz submitted his draft nlan.
He stated that it was imperative that MacArthur's forces seize
the central and northern Philippines prior to the main attack.

Admiral Nimitz selected Admiral Raymond Spruance,
Commander, U.S. Fifth Fleet, to be overall commander of CAUSEWAY.
Spruance had commanded the U.S. carriers at the Battle of Midway
and his Fifth Fleet had gained a decisive victory over the
Japanese in June 1944 during the Battle of the Philippine Sea.

He had also commanded amphibinus forces in the Marshalls and at
Tarawa. He and his staff were highly experienced in joint
cperations. A

Commander of the amphibious operation for CAUSEWAY was
Vice-Admiral Kelly Turner, who had been Director of the War Plans
Division for the Chief of Naval Operations from 1940-1942, then
had commanded the amphibious forces at Guadalcanal, New Georgia,
the Gilberts, the Marshalls, and most recently on Saipan. He was
considered the greatest expert on amphibious operations.

The expeditionary forces consisted of Army and Marine
ground and air units. They were designated Tenth Army and
commanded by Lieutenant General Simon Buckner, USMA Class of
1908. General Buckner had previcusly served as Commanding

General, Alaska Command,




Operation ICEBERG

Although CAUSEWAY was well on the way to implementation,
many senior officers believed that an invasion of Formosa was
unnecessary and too costly. LTG Millard Harmon, Army Air Force
Commander, Pacific believed that a more direct route to Japan via
the Bonin (Iwo Jima) and Ryukyu (Okinawa) Islands was preferable.
Admiral King, Chief of Naval Operations, felt the same way. Even
General Buckner believed his forces were too weak in service and
support troops for a campaign on an island as large and heavily
defended as Formosa.

The American Joint ﬁar Plans Committee, a group of senior
U.S. military officers stationed in Washington had developed an
alternative plan, consisting of three phases. 1In the first phase
(codenamed ICEBERG), from April = June 1945, bases in the Bonin
and Ryukyu Islands would be seized, followed by an invasion of
the Chinese coast vicinity Hangchow. In the second phase
(codenamed OLYMPIC), from July - September 1945, the beachead in
China would be expanded and developed. For the third phase
(codenamed CORONET), in October 1945 U.S. forces would land on
Kyushu, southernmos* of the Japanese Home Islands and, on 31
December 1945, would invade the main island of Honshu vicinity
the Tokyo plain.é6

Eventually a compromise was reached. The planned seizure
of Luzon lessened the strategic importance of Formosa. Also.

strategic planners determined that operations on the coast of




China would be costly, time consuming, and would not contribute

greatly to the objective of invading Japan.?

Thus, on 3 October 1944, the Joint Chiefs of Staff
cancelled CAUSEWAY and replaced it with Operation ICEBERG, less
the invasion of the Chinese coast. Genecal MacArthur was
directed to seize the island of Luzon on 20 December 1944, later
moved forward to 20 October 1944. Admiral Nimitz was directed to

seize Iwo Jima in the Bonin Islands commencing 20 January 1945,
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Figure 1. Projected Allied Operations9




later moved back to 15 February 1945. Following these
operations, those forces previously allocated to CAUSEWAY were to
seize the major objective of ICEBERG, now designated to be
Okinawa.8

The start date for the Okinawa Campaign was left flexible,
as landing craft and air support would have to be released from
Luzon and Iwo Jima. Both Formosa and the coast of China became
strategic goals, not objectives, and peripheral to the main

effort.




CHAPTER 2

OKINAWA - THE ISLAND AND ITS DEFENDERS
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Okinawa is the largest of the Ryukyus, an island group of
approximately 140 islands which stretches almost 800 miles along
a general line from Formosa to Kyushu, southernmost of the
Japanese Home Islands. Okinawa is located in the approximate
center of the island group, well within medium bomber range of
Tokyo. It is 60 miles long and ranges from two to 18 miles wide,
a total land area of 485 square miles.2

The northern two-thirds of the island, that portion above
the Ishikawa Isthmus, is extremely rugged and mountainous. A
central ridge extends the length of the northern part of the
island, with east - west spurs which extend to the coast, where
many of them end in cliffs‘at sea's edge. The Motobu Peninsula
extends to the west and is also extremely rugged, consisting of
two mountain chains split by a cultivated valley. The island of
Ie Shima, with its airfield, sits off the tip of this peninsula.
In 1545, 80% of the northern part of Okinawa was covered with
pine forest. The road network (what little existed) throughout
the area was poor.

South of the Ishikawa Isthmus, the remaining third of the
island is generally rolling, hilly terrain, broken by terraces
and a number of steep escarpments which constitute natural
obstacles to an attacking force. Many large family burial tombs
were built into these escarpments and, along with natural caves,
were used extensively and effectively by the Japanese in their
defense.of the island. The largest city on Okinawa, Naha, is
located on the southwest coast. The ancient Okinawan capital,

Shuri, is located directly inland from Naha. The area is heavily

11




cultivated; however, the »oad network is poor and breaks down

easily when subjected to motorized traffic, especially during the

monsoon season.

Most of the battles of the Okinawa Campaign were fought in

the southern third of the island.
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Weather

Between May and November, the weather patterns on the
island of Okinawa are dominated by the monsoon. Throughout this
period the weather is hot and humid, with frequent heavy rains
which often last several days. The majority of the roads
throughout the island become rapidly impassable when subjected to
heavy use during the monsoon and cross country motorized maneuver
is extremely limited. 1In general, the weather during the monsoon
greatly favors the defender.

Population

The Ryukyus originally were an independent nation with its
capital at the Okinawan city of Shuri. Okinawans are ethnically
similar to the Japanese but speak a different dialect. The
Ryukyus were always heavily influenced by both the Chinese and
Japanese, and after 1609 paid tribute to both in order to retain
some degree of independence. 1In 1879, an emerging Japan annexed
the Ryukyus, ‘including Okinawa. As’ in their other colonies, the
Japanese generally treated the Okinawans poorly, creating a
system of, "social, political, and economic discrimination that
existed in favor of the Japanese".5

Of the estimated 435,000 islanders at the time of the
campaign, 75% lived on the southern third of Okinawa.6 Aside

from draft age men who had been taken to serve in the Japanese

14




military, the effects of the war had barely touched the island;
however, the great influx of Japanese military units was resented
by the Okinawans, who could not understand the utility of so many
units on their island when according to the Imperial Ministry of

Information, Japan was winning the war.
Japanese Forces

As late as 1939 a naval base at Naha and a small airfield
on the Orku Peninsula were the sole military installations on
Okinawa. In 1941, three batteries of 75mm and 120mm guns, with
their compliment of appro§imate1y 600 soldiers, were stationed on
Okinawa to protect the nav;I anchorage at Nakagusuku Bay on the
east side of the island. 1In April 1944, in response to the
successes of U.S. naval and amphibious forces in the Pacific, 324
Army, commanded by Lieutenant General Watanabe, was activated for
the defense of Okinawa; however, to Japanese planners the
principal use of the island was still as a base to launch air and
navgl strikes against any threat to the Philippine Islands.?

The strategic value of Okinawa increased dramatically with
the fall of Shipan, only 1,120 nautical miles to the southeast of
Okinawa and a vital link in the Japanese inner defensive belt.
The ailing General Watanabe was replaced by Lieutenant General
Mitsuru Ushijima, a respected senior officer who had commanded a
crack infantry unit in Burma, then was appointed Commandant of
the Imperial Military Academy. He was a reserved, regal officer,

revered by his soldiers and staff. General Ushijima was ably
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assisted by Major General (later Lieutenant General) Isamu Cho,
an ardent ultranationalist who had participated in a prewar
attempt to assassinate the Japanese Prime Minister and replace
him with a military leader. Such was the state of the prewar
government and military that Cho's only punishment was assignment
to a troop unit in Manchuria. He was hot tempered and abrupt,
but an excellent choice as chief-of-staff. His dynamic
temperament would be balanced by the stoicism of his commander.
The third member of the team was a holdover from General
Watanabe's staff, Colonel Hiromichi Yahara. As the operations
officer for 32d Army, he would establish the plan of defense for
the island. 1Intellectual gnd cocl, he produced superb, reasoned
staff work which could bring even the hot tempered Cho over to
his side.8 Colonel Yahara was the only one of the three senior
officers to survive the war, and much of what we know of Japanese
preparations and intentions comes from him. Despite (or perhaps
because of) the vastly different personalities of these key
players, they were to prove one of the most effective command
teams put together by either side during the course of the war.
Although U.S. planners were, at least after the decision to
implement ICéBERG was made, able to focus on Okinawa as a
strategic target, the Imperial High Command was confronted with
trying to decide which of a number of key locations to defend
with their rapidly dwindling resources. Because of the
capability of U.S. naval and air forces to isolate any specific
target, wrong estimates would result in insufficiently defended

key bases and in forces cut off and unable to participate in
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further combat operations.9

General Ushijima first received the 9th Infantry Division,
a crack veteran unit which had fought extensively in Manchuria
and China; however, in December 1944 that unit was transferred to
Luzon to assist in the defense of the Philippines. On its way,
the 9th Division was landed on Formosa for transshipment. Due to
the U.S. air and submarine threat, the division was stranded
there for the remainder of the war and thus unable to participate
in furﬁher combat operations. The same air and naval supremacy
which prevented the 9th Division from leaving Formosa also
prevented movement of the division scheduled to replace them on

Okinawa.

The 44th Independent Mixed Brigade, 6000 strong, was the
next unit due the 32d Army. In June 1944, it was being shipped
to Okinawa when the ship carrying the entire unit was sunk by the
submarine USS Sturgeon. All but 600 soldiers in the brigade
died.10 To make up for the loss of the 44th Brigade, the 15th
Independent Infantry Regiment was sent to Okinawa by air, where
it joined the survivors of the 44th Brigade and became part of
that unit. The 24th and 62d Infantry Divisions were then shipped
by fast tranSport to Okinawa, where they joined 324 Army. The
24th Division, with a strength of about 24,000 soldiers, was a
"green" unit from Manchuria, where it had been used primarily to
train replacements. As a result, most of its junior soldiers
were raw-recruits. It was the largest subordinate formation in
32d Army. The 624 Division had two brigades of four infantry

battalions each, later augmented by a fifth battalion in each
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brigade.ll

Because the Imperial High Command envisioned 32d Army's
operations on Okinawa to be primarily defending from fixed
positions, eonly the 27th Tank Regiment, with one light and one
medium tank company, an artillery battery, and an infantry
company, was allocated.l2 These forces constituted the
"backbone" of 32d Army's combat units.

Although short combat arms units, General Ushijima was
allocated the most artillery given any Japanese army commander
during the course of the war. In addition to the organic

artillery and mortars of his maneuver units, the 5Sth Artillery

Command was assigned to 324 Army. This unit consisted of two
medium artillery regiments, one heavy artillery battalion, a

heavy mortar regiment, and two light mortar battalions.l3

Sth Artillery Command
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Although these constituted all of his allocated Army
forces, General Ushijima had a number of other sources from which
to draw manpower. The 19th Air Sector Command, consisting of
approximately 7,000 men, had been used to maintain Okinawa's
airfields. 1In the event of an invasion they could be used as a
separate force or as replacements. The Naval Base Force,
consisting of a surface escort unit, naval aviation activities,
and two squadrons of suicide boats, a total force of 3000 sailors
and 4000-5000 civilians, would be avajlable for the most part.
Finally, the “Home Guard" of Okinawa, the Boeltai, added between
17000 and 20000 soldiers of questionable value to the defending
force, giving 32d Army a theoretical strength of approximately
100,000; 67,000 Army, QOGO‘Navy, and 24,000 Japanese civilians

and Okinawans.l4

JAPANESE FORCES ON OKINAWA

s O g 63 e

Figure 6
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The Japanese Defensive Plan

Colonel Yahara, operations officer for 32d Army, realized
that virtually everything an American invasion force would want:
airfields, harbors and anchorages, and space for depots and
bases, lay on the southern third of Okinawa. Naha was the only
good port in the Ryukyus, Nakagusuku Bay was an excellent
anchorage, and the best airfields were at Kadena and Yontan.
Southern Okinawa had the only reasonably level ground on the
island. Colonel Yahara told Generals Ushijima and Cho that 324
Army could probably hold out longer in the rugged northern part
of the island, but that the strategic importance of the
facilities in the south outweighed all tactical considerations,
and the principal focus of the defense must be denial of Okinawa
south of the Ishikawa Isthmus to the invading force.l5

General Ushijima and his staff had studied the course of
the war in the Pacific and determined that current Japanese
doctrine addressing defense against amphibious operations was
flawed. Accepted Japanese defensive doctrine was for the
defending force to stall the invading force on the beach, then
counterattack with an overwhelming reserve. However, on island
after island, both beach fortifications and counterattack forces
were destroyed by overwhelming American firepower, primarily from
naval guns and airpower. The depletsd Japanese force could then
no longer conduct coherent, sustained operations inland and the
course of the campaign was decided. Even though Colonel Yahara

believed he knew where the Americans would land (the Hagushi
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beaches - he was correct), he did not believe the 32d Army was
powerful enough to defend on or near the beéch. Instead, he
recommended letting the Americans establish a largely unopposed
beachhead, while the 32d Army awaited them inland in a virtually
intact, well established defense in depth protecting southern
Okinawa. There protected from the high velocity U.S. naval guns,
the Japanese could fight on more advantageous terms.l6 Some
Japanese officers, including General Cho, questioned the wisdom
of such a radical departure from doctrine. They were concerned
about the lack ¢f aggressive action in Yahara's plan, a
positional defense. However, in the end General Ushijima was
convinced that his best chance for success lay in Yahara's
concept, and he ordered iés implementation.l17

Thus, the Japanese defenders of Okinawa, cut off from
reinforcements and with little organic air, woild mobilize
virtually every able bodied man on the island. The 324 Army
would give the beaches to the American soldiers and marines, and
hoard their strength to fight for the critical assets on the
southern part of the island, which they would do with great skill
and even greater tenacity. Undoubtedly, General Ushijima had no
illusions abaut the inevitable end of the campaign. He was a
realist and knew that he must eventually lose. 32d Army was
fighting for time to allow the Home Islands to prepare for the
Allied invasion that must eventually follow.

While General Ushijima and the 324 Army prepared their
defenses, the Japanese High Command, daunted by rapid Allied

advances toward the Home Islands, was grasping for straws. Many
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senior officers no longer believed Japan was capable of winning
tile war, and that their nation's only hope was to cause the
Allies, specifically the Americans, such high casualties that
they would be willing to negotiate favorable surrender terms.
The most promising means of accomplishing this appeared to be
massive use of suicide aircraft, called Kamikaze or "Divine
Wind". These had been used on a limited basis during the fight
for Leyte and had proven effective against American combat and
logistic shipping. The Japanese High Command had convinced
itself that the Kamikazes had been even more effective than was
the fact, and that their massive use against the next major
American offensive could save the Home Islands from invasion.l18
In January and early February 1945, the new Japanese strategy was
formulated. New armies would be raised for defense of the Home
Islands from young men previously exempt from military service.
Any attempt to invade the Ryukyu Islands would be met by more
than four thousand aircraft, conventional and Kamikaze, launched
from Formosa and Kyushu, hundreds of suicide motorboats operating
from sites on Okinawa and the Kerima Islands, and a suicide raid
conducted by the remaining operational combat ships of the
Japanese Navf. The operation was named TEN-Go (Heavenly
Operation).

It was at this point that the lack of unity of effort in
the Japanese war strategy and interservice rivalry between the
Imperial Army and Navy became critical. The Navy, reasoning that‘
the only chance of success lay with TEN-Go, focused all resources

on the operation. The Imperial Army's position was that the

22




Americans had never faced a significant part of the Japanese
ground forces, and felt confident that they would be the victor
in a ground campaign in the Home Islands. Thus, the Army
withheld reserves of men and aircraft for what they believed
would be the critical battle ahead.l9

The mission of 32d Army, given to General Cho when he
arrived in Tokyo to brief the Imperial General Staff on the plans
for the defense of Okinawa, was to, "lure and hold the American
invader within range of the suiciders, airborne and seaborne" in
order to allow massive casualties to be inflicted on the
amphibious force.20 Upon General Cho's return to Okinawa,
General Ushijima, hearing.Cho's report on his visit to the
Imperial General Staff, published the following three slogans for

his soldiers:

"One plane for every warship,
One boat for one ship,

One man for ten of the enemy or one tank"2l

The so}diers of the 324 Army were encouraged to make the
Okinawa Camp;ign so costly in term; of material and lives for the
Americans that they would abandon their stated position of
"unconditional surrender" and move to the negotiating table.
Their objective was to give their lives to make the campaign as
long and costly as possible for the invaders, bleeding the
American ground forces with a well planned and executed defense

while Kamikaze air and sea forces to destroyed their shipping.
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CHAPTER 3

THE CAMPAIGN PLAN

Intelligence

Because of its last minute selection as an inva:.on target,
operational planning and intelligence gathering in preparation
for the invasion of Okinawa began late. Most intelligence before
the invasion was gained by aerial photograph interpretation, an
imperfect means for a number of reasons. First, the nearest
Allied air base was 1200 &fles from Okinawa, so that only the
scarce and heavily tasked B-29 heavy bombers and, when carriers
were operating in the area, carrier based aircraft, could take
the photographs. Second, there was almost continuous cloud cover
and haze during the months preceding the invasion, especially
over the southern third of the island. Finally, the area to be
photographed was far to large for the assets available.l The
USS Swordfish, a submarine specifically eéuipped to photograph
beaches and shore fortifications, was dispatched to Okinawa 22
December 1944 to augment other sources, but was lost with all
hands.2 As a result, maps produced for the American invasion
force contained large areas of only approximated terrain
features based on captured prewar Japanese maps. The final map
of the island was not published until the campaign was half over.

Initial estimates set the Japanese military strength on
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Okinawa and the surrounding islands at 48,600, with the combat
backbone of the force provided by two infantry divisions and a
tank regiment. In January 1945, Tenth Army G-2 estimated that
the Imperial General Staff could be reasonably expected to
increase the garrison to between 66,000 and 87,000 by the
projected D-Day (at that time 1 March 1945). In mid-February,
the Army G-2 discovered that a division had been removed from
Okinawa and lowered his strength figures to 39,500. In March, he
again revised them upward to 56,000 with projected increases to
75,000 by 1 April 1945, the date finally set for the invasion.

As it turned out, this estimate, although low when the total size

of General Ushijima's force is considered, fairly accurately

portrays his conventional fighting strength.

Japanese Order of Battle

Developed by Tenth Army, March 19453

Unit Strength
HQ, 324 Army 125
24th Infantry Division 15-17,000
624 Infantry Division 11,500
44th Independent Mixed Bde 6,000

Unknown Independent Regiment 750

1 Med Arty Regt, 2 Mort Bns, 1 AT Bn,

2 AT Co, AAA units 5,875
Air-Ground personnel 5-6,000
Naval Ground Troops 3,000
Total 53-56,000
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From Japanese organizational norms, U.S. planners estimated
198 artillery pieces of 70mm and higher would be available to 324
Army. These would include 24 150mm howitzers, 100 antitank guns
of 37 and 47mm, 37 light and 47 medium tanks, and rockets and
mortars to 250mm.4

Aerial photographs of Okinawa showed four operational
airfields at Naha, Yontan, Kadena, and Machinato. The airfield
on the island of Ie Shima had been abandoned and partially
destroyed. American planners were not worried about a potential
threat from these, feeling that any Okinawa~based aircraft would
be quickly neutralized by the massive air strikes that would
precede the invasion: howgyer, they did expect a significant air
threat from Kyushu, 350 mifes to the north.

Tenth Army tentative OPLAN 1-45, published 1 January 1945,
stated that the Japanese main defenses could be expected in
southern Okinawa and that the critical terrain was the Ishikawa
Isthmus and the high ground immediately to the south that
dominated it, and especially the Hagushi beaches and the Bishi
River Valley. U.S. Intelligence believed the beaches themselves
would be lightly defended with as little as a regiment in
prepared positions; however, there would be a nearby mobile
reserve of up to two divisions whose first mission would be to
counterattack into the flank of the amphibious assault,
attempting to destroy the landing force before it could
consolidate on the beaches.5 U.S. Intelligence believed that
if the landings were successful, the Japanese main line of

defense, nine to fifteen battalions, would be on the isthmus
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itself and the high ground south of the beaches. The
headquarters of 324 Army was believed to be vicinity Naha.®6

Both the dispositions and intent of the Japanese defenders
were misinterpreted. The mistaken belief by U.S. planners that
the defenders of Okinawa would use conventional Japanese
defensive doctrine, although a reasonable assumption in the
absence of better intelligence, was to cause both consternation
and casualties among the attackers and allowed the 324 Army to
achieve surprise early in the campaign. Luckily for the
Americans, the Japanese were unable to exploit their early
advantage.

Aliied intelligence estimated that 3,000 Japanese aircraft
were within striking distéﬁce of Okinawa, posing a significant
risk to the troops ashore and the ships supporting them.7
Although the Kamikaze had been encountered before, their numbers
and persistence during the campaign would prove the greatest

threat to eventual U.S. victory.
Prerequisites And Assumptions

Within' the general campaign plan were three prerequisites
and four assumptions concerning the operation. The major
prerequisites for the campaign were that:

- The Iwo Jima Campaign would have progressed t» the point
that landing craft and naval/air support necessary for the
Okinawa Campaign could be released.

- General MacArthur could release naval and ground forces,
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- Preliminary naval and air operations would ensure air
control in the area of operations prior to the invasion.®8

To these prerequisites, Admiral Kelly Turner, the
Amphibious Commander, added the following assumptions for
consideration by his staff:

- Japanese air power would react in great strength.

- Japanese submarines would be active in the area.

- The Japanese fleet would sortie out to challenge the
invasion.

- The garrison at Okinawa would be reinforced before and
during the invasion.?

All of the prerequisites, except perhaps the demand for air

control, were met before the invasion, and by that time virtually
all Japanese aircraft in the Ryukyus had been destroyed and the
air threat from Kyushu and Formosa had keen severely reduced. As
to the assumptions, all but the last were valid; however, only
the Japanese air campaign caused the invasion force significant
problems. As for reinforcing the garrison, American sea and air
power were so dominant in the area of operations as to preclude
even an attempt.l0

)

Forces Available

The invasion of Okinawa was to be the largest amphibious
operation of all time, even larger than D-Day at Normandy.
Participating in the invasion were 182,000 assault troops;

548,000 soldiers, sailors, and marines total, 318 combat vessels,
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and 1,139 auxiliary ships (less landing craft).ll u,s.

commanders in the Pacific recognized early in the war that

amphibious operations must be conducted with overwhelming combat

power in order to be successful and minimize casualties. Many of

the forces and assets necessary had to be released from other

parts of the Central Pacific and from MacArthur's Southwest

Pacific Theater; however, when all was ready, U.S. planners were
convinced that they were able to mass sufficient forces, d

firepower, and logistical support to ensure victory.

Command and Control

The nature of an operation as large as the Okinawa Campaign
is complex enough without the permutations to command and control
structure which have handicapped joint military operations in the
past.l2 During the course of the war, numerous amphibious
operations, most of them jointly conducted by both Army and Naval
forces, produced a workable doctrine which, above all else,
stressed the importance of interservice cooperation,
coordination, and unity of command. While the assault troops
were embarkeA'and throughout the first phase of the seaborne

assault, the Amphibious Commander, a Naval officer, commanded all

ground, sea, and air operations supporting the landing. Once the
beachhead was firmly established, the Expeditionary Force !
Commander, an Army or Marine officer, assumed command of the
ground campaign. His forces would include all ground based

aircraft and possibly some limited seaborne assets. The "chop"
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by which the Amphibious Commander relinquished command of ground
forces was normally made after the Expeditionary Force
Commander's command post was firmly established ashore, to
include communications; however, the "chop" was always at the
discretion of the Amphibious Commander.l3

In the Okinawa Campaign, Admiral Chester Nimitz, Commander-
in-Chief, Pacific Ocean Areas (CINCPOA), vrovided overall
strategic direction within the Central Pacific Theater. Admiral
Raymond Spruance, Commander of Fifth Fleet and Central Pacific
Task Forces, was in command of the ICEBERG forces and the Okinawa
Campaign. Admiral Spruance had two Carrier Striking Forces
assigned for support. TF 57 was a British carrier force
commanded by VAdm Sir Berﬁ;rd Rawlings. TF 58 was the
designation of the American Fast Carrier Striking Force commanded
by VAdm Mark A. Mitscher.

The greatest part of Admiral Spruance's command was in TF
51, the Joint Expeditionary Force (Amphibious Force), commanded
by VAdm Richard K. (Kelly)! Turner. Admiral Turner had eight sub-
task forces and groups assigned:

- TG 51.1, the Western Islands Attack Group, commanded by
RAdm Kiland. ' This initially included the 77th Infantry Division
and all associated shipping and support.

- TG 51.2, the Demonstration Group, commanded by RAdm
Wright. This initially included the 2d Marine Division and all
associated shipping and support.

- TG 51.3, the Floating Reserve, commanded by Commodore

McGovern. This initially included the 8lst Infantry Division and
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all associated shipping and support. This reserve could only be
committed with Admiral Nimitz' approval.

- TF 52, the Amphibious Sup?ort Force, commanded by RAdm
Blandy. This contained the amphibious craft supporting ICEBERG,
which were allocated to task forces and groups depending on the
phase of the operation. Additionally, Admiral Blandy was
responsible for control of shipping in Okinawan waters.

- TF 53, the Northern Attack Force, commanded by RAdm
Reifsnider. This task force was to make the main amphibious
assault on the northern beach sector and consisted of IIl
Amphibious Corps and all shipping and support.

- TF 54, the Gunfire and Covering Force, commanded by RAdm
Deyo. This task force suﬁborted the landings and subsequent

operations with naval gunfire support.
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